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MEMORANDUM FOR: Executive Directi r-Canptreller 


Rey BRICKS : QQ) Aetion Meaorentan A-436 dated 23 January 2245 


(2) Mesovamtu: ros D/Pers to Executive Birestor- 
Comptroller datec 26 February 1:65, same subeect 


lL. This memorandum contains a recormsemiaticn for your approval ir 
paragraph 5. 


2. The Assietant Deputy Mirocter or Flan hee propose? that a:€ 
aodifieation be made in the grade contm2l aystes for Agemay so@ltions 
established in accordance with ths: sesccandus so: 26 February 1065 to 
provide greater flexibility in the seanegesemt o: the organization. ‘lc 
jeele that the requirement cor iting ¢upensating acjusteente on 4 coBe~ 
by-case basis crequently involving other Career Services will serious'y 
hamper operations and regtriet Sleuibility. The pomstponemert of adj st- 
mente for @ reasonable period, om the other Bani, vill, he believes, fmeili- 
tate the location and ideatification of compensating positions. He nar 
proposed that the grace qoatrol ayetes be modifled to perait the deferral 
of seceamary adjustments for apedtfie gériodg 1 tine with the uncetstmnding 
that adjustuenta «ill be sade at the «3 of eeeh period to athere ta the 
restrictions imposed by the Burgas of the Budget. 


3. I helieve that gone sodi>icetion to achieve greater «lexindl ty 
sey be dasiradle. Therefore, I propose the folloving changes in the 
ground rules stated in reference (2). 


@. Ween positiens are uagreced or nev cositions are establisie, 
Compensating adjustsents 111 be nace at once is practicable. 


> rere ewh compensating adjueteentes are not tuneciately 
practicable, a record of grate pnd salary changes will be salmbalned 
by the Office of Personne) aad at the enc 5! each quarter appro ate 
downward adjustments «ill be untertaken ir collaboration with ¢ ° “- 
clale of the office songerne i. 


ec. In the event that at the end of ary quarter ¢orpensatis+ 
appears Layceeible er inoragticeble the approval of the Executive 
Director-Comptroller for at incredse in average geaée .111 de 


required. 
me 4 
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SUBJECT: Grade Control Systen: fur Ageacy Positions 


de Grate and eglary conrols vill be onintained on a Diregtc:ate 
or Independent Gifice beaiea cather than by components vithin tie 
Directorates. Withis a Directorate controle say alas be anintai ned 
on @ Career Service basis. 


eo Ir at any tice it appears in the juignent of the Director oF 
Personnel that this proposal is nat eucceeting in maintaining giequate 
grace ant salary controls, he vill recoameni appropriate sodi-ication. 


¢. These ground rules +111 ba applicable te all Leputy Sizectorates 
end Independent Grif ices. 


4, This proposal has been ivicragily coordinated vith the Inteiligesce, 
Plans, ani Science and Technology Directorates and has their concurtences. 


$. It te recomendie( that the ground rules proposed in paragrg@sh 3 
be approved. 


/s/ Emmeit 1, Echols 


Reaett 5. Echols 
Director 3f Personne). 


[sf Le. %.. Waite 17 JUN 1965 
Deputy Director 
for Support 


The recomentetion in paragraph 5 is approved. 


Reseutive Bieter teria ier 


orreno: 


Duriceg 
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TO: 
7 Colonel White 

ROOM NO. BUILDING 

REMARKS: 

Recommend your concurrence. 
wk 
FROM: 
/ROOMNO. oe a ae “T EXTENSION. 
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yILe geet 
MEMORANDUM FOR: feristent Deputy Tieeetoe: for Men 
SUBIECT : Grice Cortrel “yetes for Ageney Sorittonr 


REFERENCE : Meao fr D/P te B/Bom Gtd 25 Her G5. same cubleet 


i. This memorandum fe in resoagee to comets comtetnad ta rett-raseec 
nemoreniaa concerning the teaporery geete controls eet forty tn sy mprorentus 
or °S February 1565. 


°, # review of Action Memorendun £9536 aie ay menornndum ef 7G Peoruer: 
might out this dLeewssion in better oerapective. Action Memorandtun 7 -'36, 
iseued by the fegcutive Mrector-Coapteeller, orerided among other tensorer- 
messures that there be no ungreiiag of reritiog:. hic prenibition te, sx 
I uaderttand it, “eemed necessery to rveic ferther inereeses in everpg: grec: 
en? celery until satisfactory control: tould be ceveloosd to frrlemet-t Lietee- 
tions which hed been arbitreril; incared by the Hares of Wao Dadget, toe 
severity of whieh is et creeent the subject of regotiatione with the Bareeu. 
Literal application of the “ao apgreding” rele would bave amie 14 iq ossible 
for the Agency to effect neeessery seqeeiratiou:d checges enti a more cerna- 
neat syetem reflecting the fieal ceteme xf the Agoney's negotlatiom «ith 
308 hae been develooed. The quides proposed im ay aemowantus of 26 Pe> wer: 
were cesignec to srovide temperery rules to rertdit necemeery Teble af Organt~ 
sation chenges consistent ith the orimeiole ef the an unerediag rele. 


-» I shere jour desire t¢ cate eny coutrol wesure a ciaple ef? flextsia 
ae possible enéi shell study im collaboretion vith cther elesents eontesied she 
feasibility of the suggestion offered ip seregres4 5 of yoer memorenéun. fend- 
anauel correetion of average qrede istelencee uc the beanie of a net ¢if ference 
would intee’ reduce the vpeper work tmvelyed. It securs to ac, however, that 
the provosel might act be ag adapteble to othe: Direetorates in whiel »:rconnel 


end soveition coutrol is sere decentralised than ia the Riess Direrte¢ene. Ales. 


it seems thet deferring necesaary alieeteentes ertaile a ¢ermeiderable sisk thes 
a siteble expesa ower average grade sight well egyrevete tbe ameniteds of th: 
éowngrecing probles «hen the seani-sam-eal Palancing tees slace. 


4. In acdition ta the coments ebeve, I bebiewe it fz neceseary a elerii. 


the exmamle given in | rech ° of year menermndiam relatieg to a retyact frou 
RE Division for the deletion cf elaver gositions. I bed ee recerd ce -umeqach 
recollection of seeing this recuest ce teasing say ectiog os it. Comps ently, 
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i heve investigated ant the sequence cf events ee reverted to me fe es folic: 
(a) 88 Division forwarded to the Jalexy usd Wage Divination « request to delete 
a ligt of eleven cositione: (b) @ renresentetive of SYD veturned thir List to 
the RE Supscet Steff with the explaustiien thet either (1) commponeating tove- 
Gredinge or (>) an explanation of the elisiesticn of these sositions 4 pre- 
vided #0 thet there would be @ basis for the Eecetive Directer-Cosolroller ic 
approve am inereese in everace grade; (¢) BE Sioport dwelling! to arapide any 
explanatios on the grounde thet the Ik-put; Disetter fer Plew hed is¢uc? no 
written inetructione revufring chet tits be dene: (4) BB Gexpert ref@ened the 
miter to the DOP/OP for tonedderatian. If FE vishes to reaubndt theie reewess 
with an exslenetion of the reagan for the imercess in average grace, 44 ehpl! 
be glad to vresemt it to the Eeecctive Edrecte:-Conctrohlar for soprtval. 


ee ~ D. Ech: Ie 


Samett 3. Behole 
Iievector af Berger: i 


ee: Ree Db se tee t 
DD/, I 
DD/ See 
pps 


Distribution: 
O&1L - Addressee 
lea - DDI, DDS, DDS&T, Exec Dir~Compt 
1 - c/SWD/OP w/ey basic 
1 - D/Pers Subj w/basic 
1 - D/Pers Chrono 


op/Pers| ne (6 Apr 65) 
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CENTRAL INTELLIGENCE AGENCY 
OFFICIAL ROUTING SLIP 


NAME AND ADDRESS INITIALS 


Deputy Director for Support 


7D 18, Hq. 


__| PREPARE REPLY 
APPROVAL RECOMMENDATION 
COMMENT too RETURN 

|__| CONCURRENCE INFORMATION SIGNATURE 


Remarks: 


FOLD HERE TO RETURN TO SENDER 
FROM: NAME, ADDRESS AND PHONE NO. 


FORM, NG. 937 bse previous editions (40) 


* U.S. GOVERNMENT PRINTING OFFICE: t96t O—~-587282 
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25 MAF i965 
MEMORANDUM FOR: Director of Personne! 


SUBJECT : Grade Contre} System for Agency 
Positions 


REFERENCE : Memorandum from Director of Personne! 


te Executive Ol rector-Comptroi tar, 
dated 26 February 1965; same subject. 


{. The referent Nenorandum which was covered oralty 6; 
the Director of Personne! at iagt week's Financial Poilcy ant 
Budget Committee has been received. | note with some surprits 
that it has alreacy been concurred in and approved, since it 

nds the type of action which Is considered an epproprizts 
subject for g prior] discussion In tha CGoamittes proceadings. 
There are, however, more substantive racsens noted befow for 
the revision or the recission of the mansures astab!i ished by 
this Memorandum. 


2. AS you know, we are endeavoring strenuously to botpter 
our operetions ageinst the USSR. In this cannection, we havi. 
been considering the addition by tranafer-in of a Gs-12 
Blographic Analyst from the QD/1 to provide badly needed 
eperational support to a substantial nueber of operative cad: 
officers. This individual's average salary appears to be 
within permissive limits but the average grade is net. We aie, 
therefore, faced with estebiishing a naw position since, 
although there are tower positions avaitabie, there is no 
cerrespending or higher position which can be deleted In the 
wait in question as the Memorantium stipulates. We are faced 
here, theretore, with deleting o G~-!2 position in an entire y 
different unit or seaking approval at high tevel to add a 
position for an Individual who those renponsible for operations 
agree Is viteatly necessar,. 


3. We, tikewise, fece problems in following the provisions 
of the referent Manorandum whan we roduce the authorized strongth 
af an organization. The Kemerandum prouumably decrees that 
positions fo be aboilshed must tverage ir grade no less than that 
ef the organization's existing everage qrade. In effeet, ths 


pene 


fo, ae om ae a eee ae a 
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means that the grade of the position rather than neces! ty 

far Its retention Is the criterion we ara directed to follos. 
Yo itiustrate: EE Division wes asked to delete thelr i} least 
essential pesitions to meat a caitiag reduction. after 
appropriate review, EE submitted a list of 11 such positions. 
The request for their abolition has aow been returned by the 
Director of Personnel with iagtructions ai ther to select higher 
sverage grade positions for gelation er te dewngrade seme 

26 other positions by ona grade, or the equivalent thereot. 

As enother exempig, we ara now considering the merger of twa 
CS units for purposes of uconemy and sound structure, one af 
the results of which wiil be the abolition of ane or more iqver 
grade positions. As in the previous instence, the referent 
Vemerantim mitigates against any setien resuiting in the 
Geletion of lower grades uxceat by prior approval of the 
Executive Director. {t+ would asem, tharefore, that our 
m@unagement approach becomes samexhat inverted when we cannot 
do away with surpius clerical ang service positions in which 
we have littie at stake, except with tha prior @ppreval by the 
Executive Directer, but are encouraged axpticitty and imptie: tly 
to abolish other more senier pou!tions cecupi ed by or programmed 
for officers with opersticnal training and experience, In which 
the occupant and ourselves both have a big investment. 


4. None of the cases autiined in the preceding tro 
aay cngped are of overwhelming significanca In themselves; 
but they are not iselated instances; they can be expected to 
occur frequently in the ordinary course of aur business. wher 
position changes involve the crossing of career service iinet: 
even greater problaws ef averege grade end salary erise. Such 
problems always invelve two components or more ane their 
resolution is costly, time consualag enc fraught with difticntty. 
Aa @ cOngequence, | would point out that if wa are not atforted 
workable latitude in menageria! matters of this kind, we as en 
orgenization shall quickly become enveloped in the quicksandg of 
procedure. We understand fully the President's position and we 
have adopted average grade ant average salary goals. We alse 
understand that if we vary on the upward sida from astabl ished 
levels we must sooner or later campensate far that variance sith 
a downward revision elsewhsre, and vice varsa. However, to 
require thet an offget be af fectad simulteneously with the 
varlation results only in an untenabte restriction of that 
flexibility which Is the sine qua aon of our monegeriel 
responsibiiity. The President, much as ha wants centro}, coyicd 
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hardly have contemplated that costrol be carried to a degree 
wheraln the action instrurentalities af his Administration, 
our being a case in point, wautd be ag constricted that they 
could net perform the duties he has laid out for then. Such 
@ contradiction mest stem fram the misapplied zeal of the 
Bureau of the Budget or our aun miscaticulisted eagerness to 
comply, er beth. 


3. Without disparagement of the normas of the average 
grade/average salary contro! concept, | would recomend that 
the referent Manorandum be rescinded or modified by a procedure 
thet is tenabie and workette. for ingtante, we are prepared 
te reterd grade and salar, edjustments involving our career 
service as they are made, te maintain the records which will 
provide information as to the extent of deviation tram averaje 
grade and salery norme anc te mnke adjuatments to bring them 
in balance at requiar intervals, say semi-annually. 


Ausistant Deputy BDlrectoer for Pians 


ec: & Bir. 


os 1 
OB/S&T 


_ 
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3 March 1965 


Colonel White: 

Mr. Clarke called to say that he has 
received Mr. Echols’ memo on steps to 
take to hold down the average grade. He 
said these steps have all been included in 
various Action Memos and that this ob- 
viously is the way "we have to behave.” 
Since Mr. Kirkpatrick is away we will 
not get an approval right away, but Mr. 


Clarke is going to recommend approval. 
wn 


fhe 


sbo 
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HEMORARIVG FOR: Executive Di rector-Tomsirolier 
SE ECT : Qwede Cowteol Systee for Agerey Positions 
SEP ERRCE : Aetion Mewamrdus A-395 tated £9 Janvary |). 


1. ‘hte mesorandus conteins a recanmadatiaa cor your approval on 


2 Action Memoranda: A~-i35 -rtates there ehall be no g.gractnge til 
an appropriate monetary and grade cortes! erste: is eetabliemed. Te ver 
of the stringent average salary comtzcle that haw been levied on the 
Agency, it ia necempary to sainukaln e very prucert approash te the dganey's 
grate atructure and any taanges trereto. 


3. Upepraiiag af posléiona La bit gue of several ways in which’ om 
average grade Level aay be raiead. Cthers ara éetabiiehoant of a ac. 
position above the average gfaie, deletion of a owhtion belLoe the gvacage 
grace, tinultansous eptablighwest an deletion ae popitdens at 41: f¢rarrt 
grace levels, an! overall reorvarisstion of = ecyomenk. 


4. It ie undeeirable, however, to ieuy ior sey length o: time aot 
ad justemrbe of Ubadividus) poalitica gades or ctharise app coved and caes~ 
sary organizational changes. Ue sropoge therecoce that, s: Least @ long 
as the current average grade an! aclery restrictions are io ivrce, 
te iollowing guides a@paly: 


@ Individual position asgradings be ume only when comperarii ne 
aoungradings on an equivalent grade-ior-itele baele ane Liki. 


& Mev poeitions be establigke: only cli eurvegounding d lotions 
of pusitions of equal or higser grace. 


ce. Ad@ition of peu posibiane wither: earresponiiig: “mletlg ae 
meet be at the sabia grade @tni galery jeve!. or belo. 


ds Overall reorgenitaticos meet be actcenilehe: ithin ti 
exiating average graie on. eslimy Level, 


e Peeve abell be so inarense in the total myaber oc noeiti 
at G6<-14 amt above, incloudine ws perereces aa: Selenticie Pay Gcuaiule 
ousitions. 


5. Meeeptions to the guides tuted in paageaph 4 my be requ re! 
in some lostances. For exanple, tha ¢liudasticn of several positiots 
Lelow average grade vithouwt extabliahing nev sceiticem sny result if a+ 
inewease tn ayorage grace. Also, tli: tetablishuers of a mew Cunetigs 
requicing ues sositions ray require em ioereqme: li: average geade of tue 
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addition of a pomition at GB-1) uo. higner. Im order to Reld such ex:<p- 
tions to a minis and to pemdt only twee vhich are fully juatifie. 
and delempible, we propose that acceptions require your aporoeval. 


& It is reconmendei that the guides state: in peragragh 4 and the 
provisions for exceptions state! 1 patagraga 5 be approver. 


/:/ Emmett D. Echols 


cewtt & mhols 
Direster 2) Personnel 


CONCURBEERCE: 
/8/-l. K, Waite 1 MAR 496 
. ° Dawn: pee te 


Deputy Director 
for Hupport 


fhe recousenintion in paragraph 6 is asoroved. 


ae epatriex 
Executive Director~-Comptroller 


OP/SwDs os pre 1365) 
Revritten: a GT February i-€5) 


| Faves £ Be Poh" 
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TO: _ 


Colonel White 
ROOM NO. BUILDING 


REMARKS: 


Paragraph 4b has been rewritten 
in accordance with your instructions to 
Mr. Echols. 


Recommend concurrence. 
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24 February 1965 


Colonel White: 


These controls may be inevitable but I think 
they may give us a real problem in managing the 
Support Officers Development Program. For example, 

s anxious to get some of our JOT''s to 
improve the administration in stations in Latin 
America. [___]is one such station. Ed states 
that the administrative position there is a GS-7 
while the station has[___] personnel on duty. 

He has been unable to convince Salary and Wage 
Division people that the slot should be higher. 
Perhaps this sort of situation could be covered under 
the exceptions which Mr. Echols provides for in 
paragraph 5. 


Since we do not know at the moment how many 
Support JOT’s can be assigned to WH Division, I 
recommend your concurrence in the memorandum 
and that we request some relief when we know more 
specifically what the problem is. 


We are now working with| | and the 
division Support Chiefs in an attempt to match up 
requirements with available personnel. 


a“ 


i 


RT 
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MEMORANIAM FOR: Executive Director-Co@itroller 


LBS bS- 0h5s 
FEB er 


SUBJECT : Grede Control tyuters .or Agere; Positions 


AY ERERCE : Action Heworandu: A336 dated 25 January 1.65 


i. This ancrenids sontal ne @ Feaumerietion ior your approval it: 


paragraph 6. 


\, 

2, fetion Meuokandize A-436 ntates there saall be no upgredingg wetil 
an appropriate monetary and grade control aystes ie established. Iq viex 
ot the etringent average salary controls thet bive been levied on the 
Agency, it is necessary to maintain a very orient approach to the Agerey's 
erade structare and any alanges Gwereto. 


3. Upgrading o: positions fai Dut ohne o aeveral «aya in which the 
average grade level aay be raised. Others are: establishwat of a et 
position above the average arace, deletion 9. 3 peaition below the average 


grade, siunltansous 


apg dsletion - 


2: positions at dliferer% 


arvace levels, ani overall neonganzation of & docpunent. 


4, Xt fe undestrable, hover), to deny for any length of tige all 
aijusteonts of individual position gredas or otherwise approved and coc@e- 


sary organizational changes. 


Ve propowe there:ore that, at Least go long 


ee the current average grate wii calary eee are ix Soree, 
the following guldea apply: 


a. Individual position perenne wmde only vheu sompensatin 
downgredi ngs on an aqui valent, grade~: orgie bagie are sate. 


“7 & Eetablishment of new positions wit corresponding deletions 
af positions must tbe on an oucdvalont grede-;or-grade basis. 


c. Addition of nev positions «ithout correspending deletion: 
nuet be at the average grace ané anlary Level. or velo. 


c, Overall reorganizations agst be eae “ea “thin the 
exleting average grade ant suleary Level. 


w. There eball be ao increase in the i tal saan as positions 
at GB-14 and above, inclulin: sepergrades wed Sclenticic Pay Senecule 


positions. 


5. Exteptions to the aang hago in jargrapa 44 mem ne. requi ve. 


in eoms ingtances. 


For wumiple, 


eLintnatioa of 


several. position: 


belot average grade without yaoi aay mew positions may resulk in ne 
ineresse in average grade. Alec, the asteablishihswent oi @ ser gunetion 
requiring nev positions way requdie an increase in average grade oP ihe 
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